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Abstract 
This study is a part of a larger research project which investigated socialization and professional identity development processes 
of faculty members working in different higher education organizations (HEO) in Turkey. The results of semi-structured 
interviews suggested that the HEOs employ a narrow set of structures and programs to socialize new faculty members, which do 
not fully respond to socialization need of the new faculty members. Instead, new faculty members commonly rely on the informal 
sources in their socialization. Based on the findings, the HEOs are suggested to develop and deliver broad socialization programs 
that are temporally distributed to different phases of the socialization process of the new faculty members, while taking necessary 
measures to align the informal process with the formal one. 
© 2012 Published by Elsevier Ltd. 
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1. Introduction 
It is commonly agreed that faculty members play a vital role in accomplishing institutional goals of HEOs. As a 
result, development and retention of faculty members become a critical concern of HEOs. Scholars have indicated 
the importance of early employment period in the career of faculty members for their retention in the new 
workplace. Issues in their adaptation to the new workplace lead to the feelings of incompetency, unproductivity, and 
nonresiliency. For example, during this period they commonly confront with the challenges of balancing teaching 
and research on the one hand, and/or balancing professional and private lives, on the other (Boice, 1992; Murray, 
2008). Overcoming these challenges and, as a result, accomplishing retention of faculty members largely depends on 
a successful induction process. Clark (1972) indicates that strong organizational cultures are those which infuse a 
shared set of values to all of the members of the organization. Hence, the process of transmitting common values 
becomes critical for a successful socialization processes.  
Some scholars advocated the role of formal programs in socialization and professional identity development of 
new faculty members (e.g. Padilla, 2008). Murray (2008) highlighted the correlation between organizational support 
and faculty support, and suggested developing programs contributing to reduce stress and assist new faculty in 
achieving job satisfaction. This is considered as a necessary condition to accomplish fit between the person and the 
organization. Although there is a general agreement on the role of anticipatory socialization during the PhD program 
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in the decision to pursue an academic career, several scholars have warned that anticipatory socialization stage lacks 
systematic professional development opportunities. During this period faculty candidates receive minimal feedback 
and mentoring from senior faculty and there are few opportunities available for guided reflection; as a result, 
students do not get necessary support and knowledge base for professional identity construction as well as 
assimilation and enactment of dominant values (Austin 2002; Padilla, 2008).  
One of the key issues in the socialization of the new faculty members is the incompatibility between the training 
they received during their PhD study and the needs of the employing university. It is common that the missions of 
the university where they have conducted their PhD study and their employing university are different. As a result, 
new faculty members are not equipped for the challenges they encounter during the early stages of their career. 
Murray (2008) suggested that the training grounds for aspiring faculty are research universities. Research 
universities need faculty who are good in research. Students entering the graduate programs of these universities 
usually aspire to be researchers. They see it as the viable option of becoming a good professor. However, Murray 
(2008, p. 127) indicated that these programs are marginalized on their new campuses because they lack the support 
of the faculty.  Trowler and Knight (2000) warned that the perspectives conveying development and delivery of 
enculturation programs are based on the functionalist view of organizational culture. This is defined as a static, to be 
learned conformed with culture, which is not compatible with key qualities of higher education organizations.    
Some other scholars argued that learning the rules of new workplace largely depends on engagement with 
localized activity systems or communities of practice (Trowler and Knight, 2000). Socialization tends to be 
individual, informal, and non-sequential (Padilla, 2008; Tierney and Rhoads, 1994). According to this perspective, 
as soon as faculty members join the workplace they engage in acquisition, enactment, and creation of culture and 
knowledgeability, which contributes to their identity construction in the newly arrived setting. Regardless of a 
formal mechanism, organizational culture reproduces itself through ongoing construction and enactment of core 
cultural elements by organizational members. As a result, both cultural elements and professional identities are 
shaped and reshaped. This understanding of enculturation maintains that new faculty members are shaped by 
cultural elements but they are also contributing to these elements. This perspective envisages the organization as an 
activity system (Trowler and Knight, 2000). Like in the 
1991), informal dynamics are more determining than formal dynamics in the socialization of the new faculty 
members. Through networking and social interaction social practices, norms, values, predispositions are 
disseminated to different constituencies. Newland and colleagues (2003) supported the idea that informal dynamics 
play key role in the socialization of the faculty members. The authors suggested several positive outcomes of a 
faculty development program, albeit no firm impact on satisfaction was reported. Although the authors did not under 
estimate the role of training new faculty, they highlighted the role of opportunities to develop networks of 
colleagues, find appropriate mentors, and understand the fundamentals of faculty life.  
Following the discussion on the two perspectives on socialization process, this study aims to reveal the role of 
formal and informal dynamics in the socialization of the new faculty members working at different Turkish public 
universities. 
2. Method 
Aiming at finding the commonalities in their socialization experiences, the study was designed as a 
phenomenological study and implemented interview technique in order to collect data. It was expected that different 
participants in different settings who are possessing similar characteristics and/or experiences (viz., being in the first 
five years of their academic career, working for public universities) in relation to a phenomenon (viz., socialization) 
will reveal common perceptions, attitudes, and experiences. It is commonly believed that phenomenogical design is 
the most suitable design choice to reveal the commonalities or patterns across different individuals sharing the same 
qualities in relation to phenomenon  (Patton 2002). 
Semi-structured interviews were conducted with 40 new faculty members. Following the content analysis 
approach of Miles and Huberman (1994), (1) the audio-recordings were transcribed verbatim, (2) member checks 
were conducted for each interview, (3) an initial code list was developed, (4) the data was coded, (5) major themes 
in socialization process were identified, and (4) the report of findings was written. 
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3. Findings 
In this section first formal units, structures, and constituencies in the socialization of the faculty members are 
presented. Following, informal elements are presented. Each section is finalized with the findings on how the 
informal elements supplement, complete, and/or replace formal structures.  
3.1. Anticipatory socialization  
Anticipatory socialization usually starts before organizational members join the organization. Hence, information 
sources on the organization is critical in anticipatory socialization of faculty members. Almost all of the members 
stated the inexistence of the structured information sources specifically developed for the newcomers. They 
indicated that they relied on the ready sources (e.g., booklets, websites), which provided general information about 
the organization. Some other participants stated their previous engagement (e.g., being a student of the university) as 
a source of information. However, they indicated that being a student and an employee were different experiences 
and the nature of information  they received was quite different when they joined the organization as faculty 
members. During anticipatory socialization they relied on self research for information sources in search of 
information about the organization.  
Reaching to exact and valid information about organizational and professional practice in was critical for a 
successful socialization process because the information they gathered was both critical for enhancing technical 
knowledge in the conduct of the profession and espousing dominant values in the organization. Failing to get 
necessary information in precise form caused negative feelings such as decreased trust and disappointment because 
of the inconsistency between the reality and expectations of the new faculty members. One participant stated his 
disappointment with the following statement:  
 
ences compared to the university where I conducted my PhD study, organizationally 
there is a slower functioning and a less professional attitude. Especially during the appointment process, failing to 
handle the issues on time or the fact that organizational conducts are related to persons but not institutional conduct, 
 
 
3.2. Encounter  
Encounter refers to the initial engagement of the newcomers in the new work setting. During this phase they are 
appointed to a position and they are trying to familiarize themselves with both technical knowledge of the profession 
and organizational culture of their institution. The participants of the study indicated several structured mechanisms 
contributing to their socialization into their new workplaces. First, several participants indicated that they followed a 
structured process in their appointment procedure. As faculty members of public universities, they followed a 
common bureaucratic procedure in their appointment. However, this procedure was not detailed enough for 
introducing technical and cultural sides of the new workplace. Second, some other participants stated that benefiting 
from PhD scholarship or faculty member development programs were positive contributions in their encounter 
process. Third, some other participants indicated delivering a seminar as another contribution to their encounter 
process. As a part of structured conduct in the organization. the new faculty members were asked to deliver a 
seminar on a topic of their expertise to the whole organization, which in fact introduced the member to the whole 
organization rather than introducing the organization to the newcomer.  
The vast majority of the participants indicated different informal and unstructured mechanisms serving their 
socializations during encounter. First, they stated that top management constantly supported them through 
individualized contacts during encounter process. Secondly, some other participants stated the role of individually 
constructed social networks as a source of support for their socialization encounter process. These networks proved 
to be instrumental in delivering important information on research support and project programs, teaching practices, 
and dominant values and conducts in the organization. Third, the participants dramatically indicated the inefficiency 
of the formal processes and structures in learning their duties. Rather, they fully depended on the informal resources, 
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such as other young faculty members who were employed before them, in learning their duties. One of the 
participants stated this conduct with the following statement: 
  
facilities/opportunities and expectations. I have heard something about Scientific Research Fund, and then I 
 
 
3.3. Change and acquisition   
Another stage in socialization process is change and acquisition. During this process, organizational members 
become more familiar with both technical side and dominant values of the organization. In this study, when the new 
faculty members were asked whether they felt adapted to their organization, a significant number of the participants 
stated their limited confidence in expressing their adaptation to the organization. The following quote illustrates the 
perspective of the participants about limited adaptation to their workplace:  
 
 are times when I feel myself strange in this organization. I mean, there are times when I feel myself not 
quite in harmony with the organization, I mean, sometimes I feel I am not adapted to the organization. I think this is 
related to research side of the job. Research is very important for me. I do not feel myself adopted in teaching but I 
feel in research.  
 
Lack of support, limited number of structured mechanisms to support them in the process, the climate of the 
academic unit or the climate of the university itself, limited involvement in different organizational practices, and 
extreme workload were some of the barriers for adaptation into the new workplace. The 
participant stated that they needed more time and support of their managers and peers for their adaptation process. 
Moreover, more involvement in critical processes (e.g., delivering a course characterizing their academic discipline, 
taking role in administrative positions) emerged as another practice for accelerating their adaptation into the new 
work settings.  
Another dimension of the change and acquisition stage is related to the feelings of the new comers on their 
commitment to the new work setting. When the participants were asked whether they felt committed to their new 
work settings, a great majority of them did not respond positively. Even though some of the participants stated 
positive statements about their commitment to their organization, majority of the participants stated their 
commitment to the academic profession. Promotion policy, student profile, and top management attitudes were 
expressed as some of the common reasons curbing their commitment into the new work setting.  
3.4. Orientation programs  
The participants stated the need for an orientation program in their organization. When they were asked about the 
ideal program, they advised that such programs should be delivered in groups with an active mentorship dimension. 
Besides, they suggested that field-based programs could be developed. They suggested to make these programs 
more flexible by utilization of the computer and internet technology in delivering some of the components of the 
program.  
In some of the institutions the participants indicated that they received an orientation program but they stated that 
it was not a detailed program. Some other participants stated that institution level orientation programs were not 
enough and they expressed the need for department level programs. The orientation programs serve information 
sharing, learning rules and building awareness about the structural-functional characteristics of the organization. 
However, the participants indicated the real value of the joining an orientation program as facilitating interaction 
among peers. The orientation programs helped the participants in forming a social network, which was perceived as 
a source of support in their socialization process.   
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4. Discussion and conclusions 
This study shows that informal social dynamics are actively contributing  to the socialization of the new faculty 
members. Informal social dynamics function as a mechanism of information sharing both on technical knowledge 
and different elements of the culture. Parallel to what was suggested by different scholars (e.g., Newland & et al., 
2003; Padilla, 2008; Trowler & Knight, 2000), local informal social dynamics disperses dominant values in the 
organization. In this study, we have seen that the organization itself takes the form of a large activity system , in 
which all of the members actively enact the existing social practices, norms, values, and predispositions, and as a 
result disperse them throughout the organization. In this context, the new faculty members demand individualized 
information for their individualized problems or challenges. Hence, the formal structures and programs may not 
effectively respond to every need of the new faculty member.  
Given these conclusions, the question whether socialization/orientation programs are totally ineffective in 
accomplishing their mission becomes an important one to answer. Considering the results of this study, it is argued 
that although formal structures and programs do not fully respond to socialization need of new faculty members, 
they serve several different utilities in the socialization process. First, they contain some of the information on 
technical side profession and emic side of the new organizational setting. Second, they facilitate social interaction 
among the new comers, which contributes to the formation of informal networks. These networks function as 
support systems in the socialization process of the new faculty members. Third, these structures and programs serve 
structures and programs in the socialization process. Modeling actors what to do and how do, illustrating ways of 
self-expressions, and functioning as forums for airing concerns and demands are some of the symbolic utilities of 
these programs. Hence, maintaining formal structures and combining the informal dynamics to the formal ones 
accelerate the socialization of the faculty members into their new work setting. 
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